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M y job  i n  the next half’honr or 
so IS t o  try to bring this word, 
culture, ;i little bit inore down 
to earth because I’ve now 

heard an  awfiil lot about saf‘ety culture 
and culture change and creating new 
cultures and better cultiires. My concern 
about this is we don’t really yet have a 
good sense of culture is about. so 1 want 
to try to make that concept a little inore 
meaningful then get to what 1 think of as 
some bottoin lines. (iive you the bottom 
lines at the beginning and we’ll come 
back to thein at the end. 

My goal is for you to think of yourself 
much inore as a culture manager. Not as 
a culture creator because I think creating 
culture is not really something one can 
do as ;in individual, but you can start the 
process and you can manage culture. 1 
think its very useful for people to look at 
all sorts of work situations from a 
cultiiral perspective. I will explain what 
1 mean by that  because I think wc‘ all are 
not only members ol’cultures. hut we’re 

iiieinbers of  subcultures within our 
organ 17 ;it i o 11s. 

The inost important concept that I want 
to leave you with today is that soine of 
the important things that go on in 
organizations are not about the big 
culture questions of “do we or “don’t we 
have a safety culture,” fbr example, but 
rather how do we inanage the fact that in 
most organizations we have several 
safety cultures that are already there and 
how do we get thein aligned with each 
other? How do we see that they all have 
sources of strength‘! And how do we 
develop the humility to see that the 
culhire that we are a part of is not, in any 
sense, a priori better than the culture of 
what some other people in our 
organizations might be part of. 

So let’s start with what is culture? I 
\van1 to niii through that briefly and get 
oil t o  the important topic of  subculture. I 
liked the definition given yesterday that 
cultiir e is what you do infbrinilly whc‘n 
i\oti’rc not going by the rules I t h i n k  



t h a t  cvcii iiioi-c generally. one coiiltf say 
that ciiltiire at some level is the siiiii total 
of‘ e\ crytliiiig t l i i i t  a group has learned. 

Now, that  covers ;I l o t  ol’tenitory I t  
coveis how the group has learned to exist 
i n  its environiiieiit. I:or the word group, 
subst i t u  te, orgaiii~ation, su bst 1 t 11 te plant, 
any socinl u n i t  has to siirvive in its 
enviroiiirieiif . It has to have consenstis 
about its goiils. 1 low t o  do things. I Iow 
to ineasiirc its progress. All of. these 
things evcntrially lxcome cultural 
el e i l l  en ts 

Siniilarly. ;i group has to worry about 
how do wc get along with each other? 
So inanaging our internal relations we 
learn how to get along. We develop a 
common language. We del-elop niles for 
how t o  inanage aiithority relations. 
(;roup noriirs fi)r how to do things and 
shared perceptions of’who wt: are and 
who the others ;ire who are not us. 

so 1 a i11  trying t o  tell you that ciiltrire, 
once ;i group has learned all these ways 
of doing things, is vast and deep. It 
covers everything you do. So the notion 
that you’re going to change culture is 
taking on a very, very big challenge. 

Now, how do we think about culture‘! I 
fbund that the most useful way t o  think 
about i t  is to distinguish culture at three 
diffi-rent levels. The level o f  artifkts, 
the things that we see and feel and hear. 
The level o f a  espoused values, the way 
we jiistify ourselves. And what’s 
underneath, the level of taken l’or granted 
;is s 11 I 1 1 p t I ) 11 s t h ;i t b ec 0 111 e s 0 ;i LI  to i n  at i c 
t l i i i t  w e  foiyct that we operate bq thein 

? 
I 

I f  w c  look ;it  each of’ these individually, 
briefly. the artif-icts ;ire the overt 
hehavior that you x e .  The systems and 
processes. What a newcoiner walking 
into the organi/atioii wo1i Id immediately 
notice. The physical layout. ‘I‘he 
climate. The way people talk to each 
other . 

‘The problem w ~ t h  this ;is a level of  
understanding the culture is that i t  is very 
clear but yon don’t know what i t  means. 
I could walk into two different plants of 
your industry and they might feel very 
differently One might be very informal, 
the other one might be very fonnal, but I 
wouldn’t know, so what‘? What have I 
learned about the culture from feeling 
these d 1 ffer e n c es ? 

So you have t o  have questions. You say, 
“Well, why d o  you do things the way 
you do theiii?” And that brings up the 
second level of culture. People then tell 
you their espoused valiies. “Well, we’re 
very infoniiril here because we really 
believe in  teaiiiwurk and we really 
believe 111 open c ~ ~ n t r i i i n i c ; i t i ~ n ~ . ~ ’  And 
you go into the other plant and they say, 
“Well, that’s the way we work here. We 
are very tightly structured. We play by 
the rules.” 

So people will tell you that they 
sometimes pull out a little cards with 
their value system that tells you exactly 
what their values are arid then you notice 
something You notice that the values 
that they tell you don’t necessarily match 
with the artif-icts tha t  you observe. So 
you walk i n t o  ;in orgaiiimt ion and you 
disco\ er ili‘tt the :iccoiint,ibility sy\teni is 

berq indivictiialistic 1 lie proiiiotion 



system is very i n c l i \ >  iciiialistic. People 
arc expected to coiiipete fi)r jobs. It‘s tlic 
way that evcrytliiiig Is done a r o u n d  here. 

Then you l o o k  ,it the little card m d  the 
espou\ed v;iluc\, : t i id  i t  wys, we’re <i 

team work ciilt~ire 
oh. No.” ‘Ihere’s ;i disconnect here 
bet w e e11 w t I ;i t t 11 e o rg ;I 11 1 / i i t 1 on c 1 ;i i 111 s 
and what you obwrvc directly in the way 
the organization works and it’s this 
discrepancy that  is the key t o  the third 
level If  there were no  discrepancy, then 
there will be n o  need t o  ma1yr.e the 
underlying assuinptions The things that 
are taken for gr;intecl 

<‘ 

7 ,  Anti you cay, “Oh. 

So then you say, “Oh, yeah. Right. We 
want teain work but course we ;ire an 
individiialictic organintion. Of course 

rcali7ed what is c\poii\ed and what 15 

desired 
is not necessarily what’s driving the 
organimlioii 

we want people to Coillpete.” s o  you 

what people wotild like to be 

The big p o i n t  I \ ,  i f  that i t  you don’t get 
to this level of the culture, if’you don’t 
understand what the iinderlying 
assumptions ‘ire m c i  i f  you don’t have a 
mechanism fix dealing with those, then 
you’re only going t o  be doing superficial 
programs that  ;ire going t o  be viewed as 
“the progrmi of’ the month” and people 
aren’t really going t o  be paying attention 
to it.  What people pay attention to is the 
t ;IC 1 t . 11 n ci er 1 y I n g \ha r ed :is si1 r i i  p t 1 ons , the 
informal ways o f  doing things that they 
have learned o\er < I  long period of time 

Now. i t ’  yoii iiiiderst~incl culturc a t  t h a t  
level, lct’s l o o k  a t  vvhat sollie of the 

i-clcv:mt cultures ;ire tha t  w c  need to look 
,it  i r i  > w i r  industry 

I irst of all. this is jmi~iarily a U S 
crowd. so yoii would ;issuiiie tha t  to 
wnie degree, CJ S nuclear indtistry 
would reflect U S values ant1 U S. 
~issiitnptions. For example, ’ 

I nd 1 v 1 d 11 a I 1 snn and c om p c t 1 t i v enes s 
conies right out of the I J S culture 

Secondly, I’ve heard you tiequently refer 
to industry assumptions. That’s valid in 
the sense that the way i n  which you do 
things is very much a reflection of the 
core technology that you’re working 
wi th. The kinds of people, nuclear 
engineers, who work in that technology, 
so you would expect a lot of assumptions 
of the culture of the nuclear industry are 
a direct reflection of‘ the kinds o f  people, 
their education, tha t  cmie into that 
industry, and you may not be aware how 
much of  that you take h r  granted iinti l  
maybe you were at a comparable 
conference like this fi)r a coiisiiint‘r 
goods company that operates with 
completely dit’ferent kinds o f  criteria. 
For what is safety‘? For what is an 
adequate return? What ;ire costs and so 
on? So there 1s an industry culture to be 
thought about. 

The next level is yoiir plants are 
probably a11 different 111 certain respects 
based on the histories of those particular 
plants. The values and assiimptions that 
your early lenders brought in. The actual 
experiences that those plants had m d  
then in addition, and the point I really 
\\ant to focus on. is iiisidc yoiir plants 
;it  e <I r i u ~ i i t x r  of‘subculturt‘s based on. 
:iy:i I 11, occupation, r m h  . t cc 11 no logy. ;in d 



other factors “hid to me. the big 
iinpoi-t,int challenge for culture 
ni;iiiay!eilleiit. IS  to begin to th ink , ibout 

stihciiltures woi-ks Recause ciiltural 

that c x h  ot’these subcultures is ;i 

strength and is ;I value, and the trick is 

not to conviiice one culture to do i t  like 
another ciiltiire, but to honor that  each 
culturc I I X  its own values that iniist be 
1 x 1  i n tit i ned , but  they inus t be ;I 11 gn ed . 

how the allgnnlent between thesc 

huilllllty ineans that  yo11 x c e p t  the fact 

SO let’s look at these very cpickly. The 
foiir cultures that I want t o  briefly 
describe are the lioiirly ciiltiire, the 
s ;I I a r i eci t ’17 e r a t or c u 1 t i i  r e , t he en g i n ce r i n g 
designer culture, kind the executive 
culture, and to point out the clilemina, 21s 
I just said, that the fi)iir ciiltiires want 
dif’fercnt things. And the problem for the 
inanageri~ciit, for the exccutibe 

each other so that  you c;in ,ivoit i  

clest ruc t ive conflict. 

mallagcment, IS how to ~ l l i ~ n  then1 W l t h  

When I tell you Liborit each o f  these 
cultures, ask yourself, does the shoe fit 
me i f  I’m really being honest with 
myself‘! You’ve a11 had ;I acquaintance 
with these cultures. You have come up 
through these cdtiires and at this stage, 
you probably think,  “Well, l ’ i n  a little bit 
of.all of these things. That may be true, 
but ask yourself what ani I inost of!” 

So let’s look first at the engineering 
culture whic.11 I think niay be the most 

c\sencc, wh,it lire the deep ,issumptioris 
that enyiiicer\ lkel‘’ I t h i n k  they fi-el 

COI~l111OTl LlIld dOITllil~illt One Whilt IS the 

(and I p i t  tl1e\c cis ‘Is\llr?lptlons) th‘lt the 

I w i l l  iic\t‘i foiget flying into SFATAC’ 
airport and their were two Boeing 
eiiginceis \itting 111 tlie row i n  front of  
ine and ‘IS literally ;is we were landing a t  
the airport. they said, “What a waste 
those two guys art: up i n  the cockpit 
because the computer is landing the 
plane a11yw;iy.” So the deep mentality is, 
the fewer people we have in the system, 
the imre  reliable i t  will be. It’s the 
humans tha t  kind of. screw things up. So 
that the best designs are really people- 
proof’,inci the cost and principle is not  ;i 
issiic Yori want the t x s t  possible anti 
cl egant de\ign 

I’m saying these are the deep and 
uiicoiiscioiis assuinpt ions that you hold. 
IIere’s a n  exainple by how that works 
out at tlie ar t i fxt  level. This IS ;I 

photograph, not niade up. So what do 
engineers want‘’ What engineers want is 
urd i mi tcd support for their elegant 
designs. They’d like t o  standardize 
things as much ;is possible and they’d 
like to get the people out of the system 
and their externally oriented. They deep 
down respect their  fellow engineers’ 
opinions more than their boss who may 
be a finance guy or ;i lawyer and what 
does he know anyway. 

So the real deep respect that you’re 
looking for if you’re ;in engineer is how 
your fellow engineers will feel ; h i i t  

you. 

~Zlright Soine o f  you may feel tliat‘s 
yoti bu t  there-\ mother culture operating 
at the other cxtrcinc i n  your  plants m d  



tha t ’ \  the hour ly  c iiltiirc 

o f  iiccluaiiit:iiicc 14 it11 tlie\c fi)lks I ecently 

Coiikiisoii L V I I C I  e w e  really talked ;i lot 
with the people t h i t  arc out 111 the 
trenche\ tixirig \ t i i f f ’  rhcy have t h i \  set 
of assiiriiption\ tha t  “wc know the job 
best becatisc we c i o  i t  N o  matter how 
well designed you engineers mike i t ,  

there ;ire always going to be 
con t ingciic i cs, iinex pec ted events, 
surprises, that we’rc going to have to  
manage. We know that teamwork is 
critical and inost Iinportantly we know 
how to do things saf’cly because we’ve 
been doing i t  fix 20 years If our 
standards for how to do things safely 
happens to be ;i little diffcrent fi-om a l l  
these arbitrary rules that you triaiiager-s 
think of, we’ll do i t  our  way because we 
have this feeling o f  we know how ” 

I ’ L  e had ;i lot  

111 this proJect t l la t  I ’ l l 1  tloing with 

So 1 have obscrveti in most organizntions 
a kind of’doiible safety standard. The 
official set of’rules is what you’re 
supposed to do. But if’ there7s ;I little tirric 
pressure or  producticity pressure, the 
employee, the hoiirly g ~ i y  has his own 
standard based on his own experience. 
This group also feels that Inmagemeiit 
will always exploit LIS. That’s just In the 
nature of the larger culture and that 
engineering is out to get rid ofus.  If 
they had their druthers. they’d automate 
everything and we’d be out o f a  job 

With those kind of‘ assumptions, what is 
I t  they want‘! They want job security. 
They want a friir d;iys’ work for a fiiir 

training. resources t o  learn the job and 
they want recognition 111 the plant for the 
L vooci joh they’re doiiiy I he engineer\ 

days’ pay fhey  i t m  good ecplpnie1it, 

;ire externally oriented 
people ;ire internally o i  ieiitc~l. 7 hey 
want respect troii i  their fcllows m t l  froin 
t hei r super\ i s( ) r \  

I lie hourly 

‘Then we ha te  the t h i i d  sribciilture The 
operator culture Anti  they know. their 
deep assri~nptions arc that they really run 
the place and they’re ;iw;irc more than 
anyone else tha t  open coiiiniiin ications 
and team work arc  the critical factor, arid 
that the knowledge a i d  skills that they 
need are critical to that but w i l l  change. 
So they’re very oriented t o  wanting inore 
training and inore help. So what they 
want is lots o f  training, best possible 
cqiiipineiit, f’reetloin to hire the best 
hourly people. They’d like t o  build their 
own teams because they know who can 
c lo  what. They would like an  incentive 
structure that supports te:iinwork and 

like recognition o f  the importance of  
how people arc wi th  safety ;ind 
efficiency. 

open ~O~lI1111I11C‘I t lOl1 ,  m d  they woultl 

Now, the trickiest part is that doesn’t 
include everybody I hcrc is a fourth 
culture operating and I’ve chosen to call 
this the executive culture. That’s what a 
lot of you are by job  title now. But notice 
what I say by job title, you don’t 
necessarily feel like people who really 
live in this culture and have been 111 i t  for 
;iw ti 1 I e. 

I’he essence of the executive culture is 
about money. You know, whatever else 
is iiiiportant. if I don’t inanage the 
iiioney side ‘is cln executive. sooner or 
ILiter I’m going to be o i i t  ol’a job I’ve 
got t o  produce M hate\ci ai-e the tiiiaiicial 
criteria, v, hetlier i t \  prof i t  or ieciuccd 



c o \ t s  o r  efficiency o r  \ t l iate\cr And 
with th , i t ,  particularly i i i  tlic IJ S and the 
biisine\\ culture, thaw arc  tlic 

hold. We are i n  ;I coinpetitiL e war and 
neither the operator\ nor the engineers 
can redly be trusted to tic tinancially 
responsible. Very deep, very iniportant 

everything they wanted, y01~’tl bc 
bank ni p t . 

assunlptlons tha t  mo\t 01 the eucc1ttives 

assurnptlorls If  you g a t e  the111 

That’s the attitude that executives have 
and many of thein have lots of 
experience to prove that, tlierefore there 
is an evitable feeling, I think i n  the 

have this horrendous job of iiimaging all 
of these other requireinents anti who is 
there to help us‘! What do  we want‘! 
What executives w m t  is. of course, 
productivity, cost control, safety, good 
iiiiage, no scandals, acceptance froiii the 
financial coinrmnity. I [ere again, an 
external orientation. The engineers and 
the executives are externally oriented to 
their Boards, to their peers. 

execlitivc level, o f  wc ilrc Liloile We 

It’s very interesting. When you run a 
C‘EO program at ;I university like MlT 
and say come join this program, the first 
question that’s always asked usually by 
their assistant is, “Well, who else will be 
there‘)” What they mean. of course, 
“bec:iuse if‘ i t  isn’t a11 CEOs, then I’m 
riot corning, because we ;ire the only 
ones who know what the stresses are of 
living i n  this k ind  of’cultitral 
en v 1 ro 11 in en t . ” 

So that’s what exccuti\ cs want  m d  that 
Icacls to the dileiiin~~i I I o m ~  to resolve 
the conllicts between the needs and 

roo oitcn, tills goes i,oti1 ways 
incorrectly. The operator’s side gets ;I 

h o 1 d o f s o  i 11 e o rg an I 7 :I t i o I I ci e v c: 1 o p I 1 1 en t 
people w h o  say, “Well, let’s train your 
(‘EO t o  be more humanistic. Ife or she 
IS too harsh. They don’t really realire 
how important the people ;ire so we’ll set 
up this big program t o  teach thein to be 
inore hit inanistic.” 

11’ you t ake  m y  cultural perspective, i t  

might be inore appropriate t o  say, “L,et’s 
teach our (’EO to how to  be ;i better 
nnoney nianager. Becaiise that’s deep 
down what his job is..’ Sure, he should 
know that engineering is important 1 le  
shouldn’t downgrade i t .  f fc shoiiltf know 
t h a t  people are important, brit i n  his job  
or her job, money IS the niost important 
thing. So the most important thing fhr 
the C‘FlOs on the executive level is to be 
c good nioncy managers. 

Similarly. let’s huinanire the engineers 
Why‘) We brought thein i n  t o  do their 
best job  of  creating technological 
innovations. If they say, “okay, I ’ i n  

going to give up all my creative ideas 
just to make this equipment a little bit 
more friendly, that inay not be the best 
thing for the organi7ation ” ( ) r ,  wh:it the 
operators and hourly want. 4111-1: i t  rnight 
be better if they had  ;I infinite ,iiiiount of 
tcaiii training, but  will that  rc,illy \ol\e 
the coiiipiiiy’s problems of doing thing\ 
el l i c~ ie~ i t ly ‘~  



So wha t  I’m trying t o  argue by saying 
the cultiiral humility is to u y  tha t  all h r i r  
of. these ;ire critical cultures that exist in 
every orgmiz;ition. They exist in  

dif’t’erent fornis i n  diffkreiit 
organimtions, but they are kind of’ the 
generic set ot’subcuitures that have to be 
managed whether you’re talking about a 
hospital, a manufactiiring plant, ;i nuclear 
plant. You  always have these three 
groups. The operators, the designers and 
the executives. 

Now, I’m talking mostly t o  executives 
here So what is the implication for you‘) 
The iinplication, first of all, is what I’ve 
said. You’re only one of the cultrires 
You’re not the whole subculture I f  you 
beliece that  your culture should be 
imposed on  the whole organimtion, 
you’ie going to h e  missing the strength 
o f  those other subcultures I t h i n k  you 
need t o  publicil-e that all four cultures 
are needed. t3ecause often in 

organi7ations, the engineers or thc 
operators begin to feel like second class 
cituens They say a11 this company 
worries about is money and they’re just 
trying to get productivity out o f  us at  any 
cost. ‘They don’t rediLe how much we 
contribute to the actual performance of 
the plant. 

So that means you have to create a 
climate of inutual acceptance. A lo t  of 
the literatiire out there says, create a 
culture I woilld preter to say create a 
climate (’reate ;i climate i n  which the 
dil’fererit cultural elements t h a t  1’111 

argiling exist i n  your organimtions, can 
begin to t‘ilh to encl? other m 1  \ ;~li ie each 
other. 

What that mem\  is they have io fir\t of 
all, iinderstand each other 
oper:itors, instead of being inad :it 

engineering for trying to get thcin h i l t  

o u t  of the sy\tein \ho i i  Id come to  
recogni/e that ,  “Ycah, they contrihute 
some very important new designs tli,it is 
better t h r  ,111 of LIS.” I he engineers 
should at the smie time recognix t h a t  
there is eiiorinous ski l l  in the hourly and 
i n  the operator levels tiom which they 
could benefit 111 improving their designs. 

I he 

We see lots of exainples i n  this program 
at C‘onEdison  here the most effective 
ideas come orit o f  the saf’cty coriiiiiittees 
that are half inanageinciit, half union and 
some of  the best ideas corne o u t  of the 
union guys working with the engineers to 
create better eqitipimeiit and inore safe 
proccdures. ‘That r1ie;iiis creating 
dialogues froin telliiiy and umpiring :inti 
sitting on top the organization calling the 
shots, you create a climate o f  bringing 
these fo iir c u 1 tu res tog ether. Wli en e ve r 
you have a task force, try to build in that 
task force ways of honoring each 
subculture. Aid, probably the most 
important thing, which I think is often 
missed, is actually making sure that your 
working committees and yoilr task fbrces 
have representation from each of the 
cultures. 

It’s very easy to sit in otic of those 
cultures and design stuf-f for the other 
three. Bad mistake. If ’  you corne to 
recognite tha t  you have these 
siibculturcs , ind yoii \\ant to align theni 
and get the iiiost out o f  theni, then bring 
thein i n  early into the dialogue t o  crcatc 
mutual i~iider~t:iiidiny ; i i i d  part icipatlori. 



S o  the 1 x ) t t o i i i  Iiiic, which I started with. 
is become ;i cultlire managcr. Not ;i 
culture creator. Yori’ve already got these 
cultures. Every one of’the fimr cultures I 
described has ;I safkty culture, but the  
question is, are they the same culture or 
not? Or do you need to manage the 
coinmunication that would occur if yoti 
try to work from dif‘ferent cultural 
perspectives? And i f  you, yourself ~ and 
I this is I think the hardest part - if you, 
yourself become humble enough to 
realize that ;is critica1 as the executive 
function is, its only oiie of the 
subcultures that is needed to make a 
particular organ imt ion  whether it’s a 

 hole power company o r  whctlicr it’s a 
iiLiclear plant, to make that  orgaiii/ation 
e ITec t i LT. 

So the cultural bottoin line is really ;I 

story about subcultures anti how 
executives can bring those subcultures 
into alignment arid make them work by 
iin~nediately when you go back, the very 
next thing you can d o  is t o  start talking 
to your engineers and your hourly people 
from a position of cultural humility, 
rather than from a position of “Let’s tell 
them what to do.” 

Thank you. 

x 


